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INTRODUCTION
Of all the hazy and confounding areas in social psychology, leadership
theory undoubtedly contends for top nomination. And, ironically,
probably more has been written and less is known about leadership than
about any other topic in the behavioral sciences. Always, it seems, the
concept of leadership eludes us or turns up in another form to taunt us
again with its slipperiness and complexity. (Bennis, 1959, pp. 259-260)
It is commonly believed that we are suffering from a "leadership crisis"
in our society. We are dissatisfied with our leaders and confused about
the type of leadership we want. In sectors as diverse as the federal gov-
ernment, higher education, and librarianship, the questions are the same.
Where are the leaders we need, and why do so many promising individu-
als fail to live up to our expectations once they assume leadership posi-
tions?
James MacGregor Burns (1984), one of this country's most astute schol-
ars of leadership, begins his book, The Power to Lead, with a description
of the inauguration of a new president:
After years of witnessing government in the hands often of well-
intentioned mediocrities or outright scoundrels, here was a man of fine
ethical standards, with a kind of sunny morality. After years of drift and
deadlock and delay in government, here was a man of proved
competence, tough, demanding, clearheaded ... who had come from
"nowhere" to win the Democratic presidential nomination and then
knock off an incumbent President. (p. 25)
Burns (1984), of course, was writing about President Jimmy Carter, a
leader who initially was viewed with immense expectations but who, four
years later, left office "amid almost universal judgment that his Adminis-
tration had been largely a failure" (p. 28). It is discouraging to see the
same pattern seemingly repeating itself with President Clinton, whose
entrance into office was accompanied by such high hopes on the part of
many citizens, but whose tenure thus far has not lived up to the, perhaps
unrealistic, expectations associated with it. Frank Rich (1993) recently
described our country's "disillusioned mood as it lowers its expectations
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for a golden boy who did become President. America, so maniacally
high with hope in the weeks surrounding the Inauguration, has since
suffered its own psychic crash landing" (p. 42).
Those "crash landings" occur too frequently today. It is puzzling, be-
cause as a nation we profess to be seeking leadership, but almost as soon
as someone assumes a leadership position, once the leader is anointed,
we begin to look for evidence that he or she is failing. At times, it seems
as though we delight in tearing down our leaders, in exposing the clay
feet. We look for faults and question the individual's judgments and ac-
tions. Small wonder then that we are quickly disillusioned.
There are few national leaders who inspire us anymore. In fact, there
are probably more that offend us than excite us. And, even more dis-
tressing, there are a growing number of Americans who look up to no
one, who doubt that leadership can exist. They are the extreme cynics-
the ones who have bumper stickers reading, "Don't Vote-It Will Only
Encourage Them" (Bennis, 1989, p. xi). Never before does it seem that
leaders have been held in lower regard. We often blame the media for
destroying our faith in leadership, but regardless of the cause, people in
leadership positions today are viewed with great skepticism. As Bennis
(1989) writes:
It is both an irony and a paradox that precisely at the time when trust in
and credibility of leaders are lowest, when people are both angry and
cynical, the nation most needs leaders, people who can transcend the
vacuum. (p. 144)
Although many of the laments about the lack of leadership are focused
on national leaders, especially those elected to high office, the prob-
lems do not end there. We see the same type of gap between our expec-
tations and reality in many other arenas, including libraries. The chal-
lenges facing libraries over the next decades are immense, but the lead-
ers for the transition, those individuals who will guide us through the
uncharted waters of tomorrow, have not yet emerged. There are many
competent managers, but few that seem to possess a clear vision of the
future and the knowledge of how to get from here to there. And, in
librarianship as in other areas, the same troubling pattern exists. Too
often, after individuals have been chosen for leadership positions, they
quickly lose their luster.
It is more difficult for individuals to assume leadership roles now for a
number of reasons. In the past, people were far less likely to question
the authority of a leader. Today's leader must try to inspire confidence
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and trust in followers who are likely to be at least partially distrustful of
authority of all types. Michael Maccoby (1979), for one, is concerned
that the traditional forms of leadership do not work any longer. He writes:
I believe that there is a crisis of authority, a questioning of its legitimacy,
because neither the functions of leadership nor the image of the leader
fit the needs of large organizations, especially business and government
in an age of rights, limits, new values, and a changing concept of
productivity, which have not yet crystallized into a new ideal character.
(p. 17).
In another work, Maccoby (1981) describes the problem yet again:
The old models of leadership no longer work. In an age of individual
rights, paternal protectors appear patronizing. In an age of limits,
seductive promises fall flat. In an age of self-expression, even rational
authority may seem oppressive. Searching for direction, but critical of
anyone who controls us, we look for new leaders, as much in fear that we
will find them as that we will not. (p. 23)
That last phrase seems particularly pertinent: "We look for new leaders,
as much in fear that we will find them as that we will not." We constantly
lament the lack of leadership in our society. From all sides come calls for
better, more effective leadership. Improved leadership is touted as the
cure for much of what ails our society's institutions and organizations.
But, at the same time, we deeply mistrust leaders. As Herb White (1987)
has written, "We believe in leaders and in leadership, but on a personal
basis, few of us want to be led" (p. 68).
Since ours is basically an antiauthoritarian age, it is not surprising that it
is easier to diagnose the need for more effective leadership than to ef-
fect the cure. It is no wonder that so many contemporary leaders fail,
when the often turbulent, complex, and crisis-ridden environment in
which leadership must now be provided is combined with the modern
dislike of accepting authority of any type. Whatever type of leader we
have chosen, whether authoritarian or laissez-faire, whether outsider or
insider, whether older or younger, something is always less than perfect,
something fails to live up to our expectations. We bring that leader down
and begin to look for another; the cycle goes on and on.
WHAT IS LEADERSHIP?
It is hard to be anything but downcast as one reviews the literature on
the topic of contemporary leadership. There are as many prescriptions
for improving leadership as there are complaints about the current state
of leadership in this society and its institutions. Unfortunately, many of
the prescriptions for change are contradictory and shortsighted.
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First, let us look at leadership as it is defined by the experts. Researchers
have long been interested in the subject of leadership, and one of the
responses to this concern about leadership, or the lack thereof, has been
an outpouring of literature on the topic. Literally thousands of books,
articles, and presentations have been devoted to the subject, and there
has been an abundance of both research and analysis. This literature is
full of copious and often conflicting advice for those who would succeed
as leaders, and much that has been written is neither helpful nor illumi-
nating. It has been said that "leadership is one of the most observed and
least understood phenomena on earth" (Burns, 1978, p. 2). Leadership
is a difficult subject to understand because it defies easy analysis. Indeed,
it is even a difficult term to define. Almost every book or article defines
leadership, but often these definitions do not agree with one another.
Rost (1991), in a recent review of the literature of leadership, found 331
different definitions of leadership in works written since the turn of the
century (pp. 44, 70). To give the flavor of some of the variability in defi-
nition, just a few will be helpful.
Philip Selznick (1957), a sociologist, viewed a leader as someone who
infused an organization with values; someone who molded the social
character of the institution. In his view, "leadership goes beyond effi-
ciency (1) when it sets the basic mission of the organization and (2)
when it creates a social organism capable of fulfilling that mission" (pp.
135-136). Robert Tannenbaum, Irving Weschler, and Fred Massarik
(1961) defined leadership as consisting of interpersonal influence exer-
cised in a situation and directed by means of the communication pro-
cess towards attainment of a specified goal or goals. In their opinion,
leadership always involves the attempts by a leader to affect or influence
the behavior of a follower or followers (p. 24). Paul Hersey and Kenneth
Blanchard (1982) state that leadership is "the process of influencing the
activities of an individual or a group in efforts toward goal achievement
in a given situation" (p. 83). They hold that the leadership process is a
function of the leader, the follower, and other situational variables. Harold
Koontz, Cyril O'Donnell, and Heinz Weihrich (1986) define leadership
as "influence, the art or process of influencing people so that they will
strive willingly and enthusiastically toward the achievement of group
goals" (p. 397). According to them, to lead is to guide, conduct, direct,
and precede, Leaders do not stand behind a group to push or prod, but
they place themselves before the group as they facilitate progress and
inspire the group to accomplish the organizational aims. James
MacGregor Burns (1978) has defined leadership as being exercised when
"persons with certain motives and purposes mobilize, in competition or
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conflict with others, institutional, political, psychological, and other re-
sources so as to arouse, engage, and satisfy the motives of followers"
(p. 18).
Regardless of how leadership is defined, there are certain elements that
are usually present in the definition. The words "influence," "vision,"
"mission," and "goals" are usually found in the definitions. It is com-
monly accepted that an effective leader has the ability to influence oth-
ers in a desired direction and, thus, is able to determine the extent to
which both individual employees and the organization as a whole reach
their goals. Leadership transforms organizational potential into reality.
Because leaders often function in an organizational or institutional set-
ting, the terms manager and leader are closely related, but they are not
the same. Bennis and Nanus (1985) have delineated the difference be-
tween leaders and managers, as follows:
"To manage" means "to bring about, to accomplish, to have charge of or
responsibility for, to conduct." "Leading" is "influencing, guiding in
direction, course, action, opinion." The distinction is crucial. Managers
are people who do things ightandleaders are people who do theright thing. The
difference may be summarized as activities of vision and judgment-
effectivenessversus activities of mastering routines-efficiency. (p. 21)
Although some authors still fail to differentiate between the terms "man-
ager" and "leader," more commonly a distinction is made. Leaders are
needed to "light the way to the future and to inspire people to achieve
excellence" (Manske, 1990, p. 7). Managers are needed to ensure that
the organization operates well on a day-to-day basis. Individuals can be
good managers without being leaders. Our organizations need good
managers. We want individuals to see "that the trains run on time." Ef-
fective managers are highly valued by those who work for them because
good managers facilitate employees getting their jobs done. Of course,
some managers may also be leaders, but we should be careful not to
denigrate what managers do by assuming that they are failures if they
are not also leaders.' Leadership may not be as important to an organiza-
tion which is enjoying a favorable, nonturbulent environment. But, when
an organization needs innovation more than standardization, it needs a
leader, rather than a manager, as CEO. An organization may be man-
aged well but led poorly (Bennis, 1989, p. 17).
If managers and leaders are not synonymous, are there qualities that
every leader possesses? It must always be remembered that there is no
one model of a successful leader, and leaders differ in different cultures
and historical periods. But despite this variability, according to most ex-
perts, each leader must fulfill two major roles. First, a leader must exer-
cise power wisely and efficiently, and, second, each leader must through
actions, appearance, and articulated values, present a model that others
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will want to emulate (Maccoby, 1981, p. 14). Let us look at these two
roles a little more closely.
The first role, that of exercising power wisely and efficiently, obviously
has close connections to what a good manager does. A leader must be
temperate and fair, must set objectives, and see that they are carried out,
and must make good decisions. So, the characteristics that we usually
associate with a good manager are also found in a good leader.
The second role, that of presenting a model that others will want to
emulate, is the aspect of leadership that is often called "vision," (or "the
vision thing," as George Bush would say). A leader must provide a vi-
sion, a difficult undertaking in itself, and a lack of vision is one of the
major problems of leaders today. As Henry Steele Commager (1979)
wrote a few years ago:
One of the most obvious explanations of the failure of leadership in our
time is that so few of our leaders-and our potential leaders-seem to
have any road map. It is hard to lead when you yourself are in a labyrinth.
(p. 1)
Although a leader must present a vision so that an organization will not
drift aimlessly, presenting a vision is not enough. A leader must have his
or her vision accepted by the followers; the followers must buy into the
vision and adopt that vision as their own. They must be energized so that
the vision can be accomplished (Manske, 1990, p. 5). With an effective
leader at the helm, the goals of the leader and the followers are meshed
and congruent.
Walt Whitman once said, "To have great poets, one must have great au-
diences." In a similar manner, to have great leaders, you must have great
followers. It is evident that someone cannot be considered a leader un-
less he or she has followers. When leaders fail, it is often because they
have not been able to create a vision that is shared. A leader sometimes
positions himself or herself in front of the pack and neglects to look
back, thus failing to discover that there is no one following at all. We
have probably all seen the cartoons depicting sled dogs running across
frozen terrain. Often, the joke is that the lead dog is running as fast as
possible without ever noticing that the other dogs and the sled are no
longer behind. It doesn'tjust happen to dogs. Often, people are hired
in an organization or elected to an office, and they bring with them a
predetermined vision that they want to see fulfilled. They begin to move
too quickly, before their vision is accepted by the individuals who are
going to have to carry it out. These individuals inevitably fail because
they did not sell the vision to those responsible for implementing it.
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Just ask anyone who has worked in an organization where there has not
been congruence between the leader's vision and what the employees
think should be done. At best, the leader's objectives are met with half-
hearted acceptance, and people do what needs to be done in a lacklus-
ter manner; at worst, there is outright sabotage which causes a complete
derailment of the leader's plan. Either way, the objectives are not
achieved. If the vision is not shared, if the congruence is not there, it is
highly unlikely that the vision will be accomplished. The leader and his
or her vision will go one way; the followers and the organization will go
another.
Getting individuals to buy into a vision is perhaps the hardest task con-
fronted by a leader. As Lao-Tse, the famous Chinese philosopher, said
long ago, a leader is best when people barely know he exists. When his
work is done, his aim fulfilled, they will say, we did this ourselves. The
leader's vision has been so thoroughly ingrained in the followers that
they think it was their idea originally.
How do we get people to buy into a vision? Today, that is a difficult task.
We live in a diverse society where the fractures between various sectors
seem larger than before. The old idea of the common good, the
commonweal, seems to have disintegrated into disunity with individuals /
wanting to get the most possible for themselves and for their group. Two
long conflicting values in American society, public good and individual-
ism, have joined battle, and it seems that individualism is winning. Few
of us have a sense of community, of shared values. As a society, we seem
to have lost our vision of where we want to go. This national indecision
and unwillingness to commit to common goals is mirrored in our society's
institutions, which are often rife with divisiveness and lack of unified
purpose.
SUCCESSFUL LEADERSHIP PRACTICES
The best-seller list is full of books that attempt to tell people how to be
leaders and to prescribe certain leadership styles as the path of success.
Recent best-sellers in the management literature have postulated that a
new style of leadership may be emerging, one that can provide guidance
in new types of organizations.John Naisbitt and Patricia Aburdene (1985)
in Re-inventing the Corporation and Thomas Peters and Robert Waterman
(1985) in In Search ofExcellence sing the praises of people-centered ex-
ecutives who provide leadership in revolutionized workplaces-work-
places that are humane and feature management-worker unity. Naisbitt
and Aburdene (1985) state that the first ingredient of reinventing the
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corporation is a powerful vision, and "the source of a vision is a leader, a
person who possesses a unique combination of skills: the mental power
to create a vision and the practical ability to bring it about" (p. 20).
Peters and Waterman (1985) examine the corporations that they con-
sider the most successful and argue that the best type of leader is a "people-
oriented" leader who can be "tender" and "tough" at the same time (p.
43). Peters and Austin (1985) in A Passion for Excellence argue that a man-
ager should no longer be a "cop, referee, devil's advocate, dispassionate
analyst, professional, decision-maker, naysayer, pronouncer, [but a leader
who acts] as cheerleader, enthusiast, nurturer of champions, hero finder,
wanderer, dramatist, coach, facilitator, builder" (p. 265). James Belasco
(1990) in Teaching the Elephant to Dance argues that leaders in any level of
an organization must develop a new strategic approach by empowering
employees.
Critics of these works have questioned whether a revolution in leader-
ship style is--or should be-underway. In their view, effective leadership
is too complex an issue to be treated in a simplistic "one-approach man-
ner." Leadership cannot be implemented by "buzzwords" and "manage-
rial fads." They feel it is senseless to adhere strictly to either a "hard-line"
or "soft-line" approach to leadership (see, for example, Mills, 1985).
It is senseless to try to prescribe a "one best way" to successful leadership.
Research has never demonstrated that one style of leadership is superior to
the others. Analysis of leadership style is a complex topic, and much of the
research that has been done to date has been short-term and scattered. The
situational approach to leadership says that a leader's style must match the
needs of the followers and the organization. The same style will not be right
in all organizations at all times. But, research in leadership also shows that
each age usually has a predominant style of successful leader. Michael
Maccoby (1981) has done the most work in this area, and he writes that
leaders "succeed only when they embody and express, for better or worse,
values rooted in the social character of group, class, or nation" (p. 23), and
ideal leadership expresses "vision and values that [bring] out the best in the
social character" (p. 52).
Maccoby identifies three distinct types of leaders who were successful at
various times in America's history because their leadership style matched
the social character of their time.2 These types of leaders were:
1. The Independent Craftsman. With an interest in the process of mak-
ing something, the craftsman embodies the traditional work ethic
with its concern for quality and thrift. This type of leadership was
predominant from the late eighteenth century to the Civil War.
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2. The Empire Builder. This is a leader with entrepreneurial skills and
the toughness to build industries and survive in a competitivejungle.
These leaders treat their followers in a paternalistic fashion. This
type of leadership predominated from the post-Civil War period to
the 1950s.
3. The Gamesman. The gamesman is interested in the challenge and
the competition of the game. His goal is to be a winner. The
gamesman controls subordinates by persuasion, enthusiasm, and
seduction rather than by heavy and humiliating commands. This style
of leadership has been most common from 1960 to the present.
In Maccoby's view, none of these leadership types is adequate for today's
needs. He stresses the need for the development of a new type of leader-
ship, one that will be able "to understand both motives and resistance to
change, and to establish operating principles that build trust, facilitate
cooperation, and explain the significance of the individual's role in the
common purpose" (Maccoby, 1981, p. 20).
Other experts have pointed out the need for a change in the style of
leadership as our nation shifts from an industrial to a postindustrial age.
The changes that are occurring in the workplace are, according to Riane
Eisler (1991), reflections of a larger societal transformation. Eisler de-
scribes two types of social organization models: the dominator and the
partnership models. Dominator societies are marked by rigid male domi-
nance, a generally hierarchic and authoritarian social structure, and a
high degree of institutionalized violence. The partnership model is
marked by more equal partnership between women and men, less insti-
tutionalized violence, and a more democratic or egalitarian social struc-
ture. According to Eisler, the modern workplace was patterned to con-
form to the requirements of the dominator model-hence, its hierar-
chic and authoritarian characteristics and its top-down chain of com-
mand. The author asserts that the workplace is evolving into a more
humane, people-centered place which will demand a different type of
leadership model.
Rost (1981, pp. 180-181), too, contrasts the values of the industrial para-
digm, "(1) the structural-functionalist view of organizations, (2) a view
of management as the preeminent profession, (3) a personalistic focus
on the leader, (4) a dominant objective of goal achievement, (5) a self-
interested and individualistic outlook, (6) a male model of life, (7) a
utilitarian and materialistic ethical perspective, and (8) a rational, tech-
nocratic, linear, quantitative, and scientific language and methodology,"
with a new postindustrial paradigm he sees emerging. The values of this
new age are collaboration, common good, global concern, diversity and
pluralism in structures and participation, client orientation, freedom in
expression in all organizations, qualitative language and methodologies,
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substantive justice, and consensus-oriented policy-making process. Rost
asserts that although it is clear that our old notion of the leader is not
functioning well, the new model of the postindustrial leader has yet to
be formed.
If we are on the cusp of a new age, it is not surprising that there is so
much uncertainty about leadership. The old ways of leadership do not
work any longer; the new ones are still emerging. There are still more
questions than answers about what the successful leader of tomorrow
will be. But, by looking at projections of the type of organizations that
seem to be emerging and the type of leadership that such organizations
would require, it is possible to conjecture about the leadership practices
that should be most congruent with these new structures. I do not pre-
tend to have the answers, but it seems to me that in this new age a suc-
cessful leader will, first, have to keep the needs of the followers in mind;
second, will have to be willing to share leadership responsibility and
encourage followers to develop their own leadership potential; and, third,
will have to be able to match his or her leadership style to the needs of
the individual organization and its constituents. Let's look at these in
turn.
BEING SENSITIVE TO SUBORDINATES' NEEDS
We live in an antiauthoritarian age when holders of power are suspect
and actions that stem from authority are resisted. What kind of leader-
ship style is most apt to be successful in this type of environment? I think
it is obvious that an authoritarian style does not work well. Most people
resist being told what to do.
As mentioned earlier, most of the best-sellers on the topic of leadership
are unanimous in declaring the demise of the autocratic leadership style.
They use words such as "enabler," "cheerleader," "coach," and "facilita-
tor" to describe the best leaders for the organizations of today. This
emphasis on the follower is likely to be a key concept of success in the
future.
Burns (1978) categorized two types of leadership styles: the transactional
and the transformational. Transactional leaders see job performance as
a series of transactions with subordinates. The transactions consist of
exchanging rewards for services rendered or punishments for inadequate
performance. On the other hand, transformational leaders are skilled at
getting subordinates to transform their own self-interest into the inter-
est of the larger group. Transformational leaders bring out the best in
their subordinates. Another researcher described transformational lead-
ers as working:
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to make their interactions with subordinates positive for everyone
involved. More specifically, [they] encourage participation, share power
and information, enhance other people's self-worth, and get others
excited about their work. All these things reflect their belief that
allowing employees to contribute and to feel powerful and important is
a win-win situation-good for the employees and the organization.
(Rosener, 1990, p. 120)
This win-win situation is also advocated by Bennis (1989), who states
that an organization which has an effective leader, one's whose vision is
accepted by the followers, will empower the employees and make them:
1. Feel significant. They will feel that each of them makes a significant
contribution to the success of the organization.
2. Engage in learning and feel competent. Good leaders make it clear
that there is no failure, only mistakes which give us feedback on what
to do next.
3. Feel part of a team. According to Bennis where there is good leader-
ship there is a feeling of family and unity.
4. Feel work is exciting, challenging, fascinating, and fun. A vital in-
gredient in organizational leadership is pulling rather than pushing
people to a goal.
According to Bennis, a "pull" style of influence attracts and energizes
people to adopt an exciting vision of the future. This style motivates
through identification rather than through rewards and punishments.
Burns's and Bennis's emphasis on people-centered leadership prefig-
ures the type of leadership which will be most effective in the future.
Successful leaders will need to work to empower followers. Robert
Greenleaf (1977), who has written insightfully on leadership, wishes us
to go even further. He invites us to think about two terms generally consid-
ered antonyms-leader and servant. It is Greenleaf's thesis that the best
leaders are servants. He writes:
A fresh critical look is being taken at the issues of power and authority,
and people are beginning to learn, however haltingly, to relate to one
another in less coercive and more creatively supporting ways. A new
moral principle is emerging which holds that the only authority
deserving one's allegiance is that which is freely and knowingly granted
by the led to the leader in response to, and in proportion to, the clearly
evident servant stature of the leader. (pp. 9-10)
At first glance, this seems nonsense. Leaders lead, and servants serve,
and a servant leader seems an obvious oxymoron. Greenleaf (1977) makes
a persuasive case, however, and his rationale is closely akin to other
modern thinkers about leadership such as Bennis. For a leader to be a
servant first means that the leader makes "sure that other people's highest
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priority needs are being served. The best test, and difficult to adminis-
ter, is: Do those served grow as persons? Do they, while being served, be-
come healthier, wiser, freer, more autonomous, more likely themselves
to become servants?" (pp. 13-14). A servant leader is a giving, enriching
individual. As examples, Greenleaf uses two characters from Ken Kesey's
One Flew Over the Cuckoo's Nest. He contrasts Big Nurse-"strong, able,
dedicated, dominating, authority-ridden, manipulative, exploitative-the
net effect of whose influence diminished other people, literally destroyed
them," with the patient, MacMurphy, who used his influence "to build
up people and make both patients and the doctor in charge of the ward
grow larger as persons, stronger, healthier" (p. 43). In effect, what
Greenleaf is saying is that the leader must empower the followers. I think
this is the first lesson that we need to know to make leaders successful-
they must be people centered.
LEADERSHIP MUST BE SHARED AND DEVELOPED
The second lesson that successful leaders must learn is that no one can
lead alone. By definition, leaders don't operate in isolation. Nor do they
command, in the literal sense of the word, issuing a one-way stream of
unilateral directives. Instead, leadership almost always involves coopera-
tion and collaboration, activities that can occur only in a conducive con-
text (Pagonis, 1992). It is impossible for any one individual to succeed as
a leader if he or she is working without help. It is no longer possible for
any one person to run an organization successfully. For contemporary
organizations to function effectively, "interdependent teams at different
levels need leaders" (Maccoby, 1979, p. 21). Of course, one of the rea-
sons that successful leaders will want to empower their subordinates is so
that there will be others to contribute to the leading. If we assume that
leadership has to be found throughout the organization, leadership skills
must be nurtured and developed in many individuals. One of the chal-
lenges organizations will face in the future will be to nurture the leader-
ship proclivities of individuals working in all levels of the organization.
We need to learn more about how the environment interacts with per-
sonality and character in the formation and the performance of leaders.
So, the successful leaders will work to develop other leaders. Organiza-
tion theorists have long been interested in how leadership can be en-
couraged and developed. Are great leaders born or made? Early studies
on the subject of leadership were concerned with identifying the traits
or personal characteristics that were associated with leadership. The stud-
ies were based on the premise that leadership was primarily exercised by
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"great men" and that leaders were born and not made. Since all indi-
viduals did not have these traits, only those who possessed them could
be potential leaders. The assumption was that once these traits were iden-
tified, leadership selection could be reduced to finding people with the
appropriate physical, intellectual, and personality traits. Leadership train-
ing would then consist of developing those traits in potential leaders.
A large number of trait studies were conducted, and traits were identi-
fied that were said to be associated with leadership such as energy, ag-
gressiveness, persistence, initiative, appearance, and height (Stogdill,
1974). However, summaries of this research demonstrate the shortcom-
ings of this approach: each study tended to identify a different set of
traits associated with leadership. In one summary of over a hundred stud-
ies, only 5% of the traits were found in four or more studies (Carlisle,
1973, p. 124). As EugeneJennings (1961) concluded, "Fifty years of study
have failed to produce one personality trait or set of qualities that can be
used to discriminate between leaders and non-leaders" (p. 2). Although
some traits have been found to be weakly associated with leadership,
these studies show that there is no such thing as a "leader type." There is
instead much variation in the skills, abilities, and personalities of suc-
cessful leaders. 3
Today, it is commonly accepted that leadership is a quality that can be
developed. Leadership is an acquired competency which is the result of
many circumstances, including chance. As the old saying goes, being in
the right place at the right time often results in a person being located
in a position where he or she can exert leadership. Some people seem to
have innate capabilities that blossom in specific circumstances. For
example, Bennis (1989) states that the Great Depression was the cru-
cible that transformed Franklin D. Roosevelt from politician to leader
(p. 37). Eisenhower is another good example of a leader who was made
not born. While many of his West Point classmates were fighting and
earning medals in Europe during World War I, Eisenhower was stuck in
a Pentagon desk job. Shortly after World War I, Eisenhower was trans-
ferred to Panama where he worked under the guidance of a senior army
officer who tutored him in every aspect of military leadership. Eisenhower
(1967) described his relationship with this general as a "sort of graduate
school in military affairs and the humanities, [taught by] a man who was
experienced in his knowledge of men and their conduct. I can never
adequately express my gratitude to this one gentleman.... In a lifetime
of association with great and good men, he is the one more or less invis-
ible figure to whom I owe an incalculable debt" (p. 187).
Barbara B. Moran
Blake and Mouton (1985) who have written a great deal about leader-
ship training have stated:
Some think that learning how to lead effectively is next to impossible;
some believe leadership is a natural ability and either you have it or you
don't; and still others think that you can learn it but you can't teach an
old dog new tricks. Accepting any of these propositions precludes the
possibility of learning to become more effective. Though they are value-
based beliefs, they rest on false assumptions about human learning. It is
as practical to learn to lead effectively as it is to learn arithmetic or to
referee a game or to perfect any other applied skill. (pp. 17-18)
There will always be some people more successful at becoming leaders
than others. And obviously, everyone cannot be a leader at all times-we
can't have just chiefs and no Indians. But, people can exercise leader-
ship in different ways and at different times. As society and institutions
become more complex, it will be even more important to expose more
individuals to the opportunity to learn leadership skills. Leaders are not
born, although leadership may come more naturally to some than to
others. As a society, we cannot afford to waste the leadership skills which
can be developed in the majority of people.
Even with the best of training, some leaders will continue to fail. Some-
times the failures will be because of faults inherent in the individuals;
sometimes the failure will be the result of situations beyond their con-
trol. Burns (1984) wrote, "We have no calipers to measure where per-
sonal failures leave off and situational forces take command-and even
if we did, it would be hard to measure the interplay between the two" (p.
39). With appropriate training in leadership, the failures will be fewer
and the leadership talent available will be more widespread.
RECOGNIZE THAT THERE IS NOT
JUST ONE RIGHT WAY
The third lesson that a successful leader needs to keep in mind is that
there never has been just one right way to lead. If there is anything we
have learned from research in leadership, it is that there is no single
ideal type of leader; but, instead, a number of leadership styles may be
appropriate depending on the situation. Maccoby described the pre-
dominant type of leader for each age, but not the only types. Most re-
cent theorists have turned away from the idea that there is one "best"
leadership style. They feel that earlier theorists have had little success in
identifying consistent relationships between patterns of leadership be-
havior and group performance. The "contingency" or "situational" theo-
rists argue for the relationship of the various situational variables in-
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volved in leadership. Leadership effectiveness depends on the variables
found in each situation. So, even though it seems that a people-cen-
tered, power-sharing leader would be most appropriate for the organi-
zations of today and tomorrow, that does not mean that it is the only
type of leadership that will be appropriate. Employee-centered leader-
ship may be best under some circumstances and production-centered
leadership may be best under others. According to advocates of contin-
gency theories, the task of a leader is to adapt to using the style that
would be most appropriate in any given situation. Leadership skills need
to be varied to meet various tasks and environments. There is no one
right style, and no one right set of "traits."
Many people would like to be told how to lead; the situational theories
say there is no one right way. Instead, effective leaders will adapt their
style of leadership behavior to the needs of the followers and the situa-
tion. Since these factors are not constant, discerning the appropriate
style is a challenge to anyone who wants to be an effective leader. If
organizations continue to become flatter and less hierarchical, the people-
centered, power-sharing leadership styles will be most appropriate in
those organizations. Other organizations and institutions will demand a
different type of leadership style.
The recognition of a diversity of leadership styles will allow potential
leaders to lead in ways that will draw upon their individual strengths.
Once leaders have adjusted to the new paradigm of leadership demanded
by the restructured workplace, we can hope that the current crisis in
leadership will fade away. Abigail Adams once wrote that "Great necessi-
ties call forth great leaders" (quoted in Bennis, 1989, p. 159). We are
living in an age that demands better leadership; too often recently we
have been disappointed in our leaders. Let us hope that a new style of
leadership is being developed that will prove sufficient to the tasks that
lie ahead.
NOTES
For an illuminating discussion of the differences between management
and leadership, see Rost (1991), pp. 140-152.
2 In later books, Maccoby reclassified his social character types. In his Why
Work: Leading the New Generation (1988), he labels them as experts, helpers,
defenders, innovators, and self-developers.
3 For an overview of some of the variations of leaders in the field of
librarianship, see Sheldon (1991).
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